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 Foundations of Industrial Welfare
 By Miss E. T. KELLY and Miss M. L. HASKINS,

 Ratan Tata Department.

 FEW more difficult tasks have been set for men than the one which
 is now confronting the practical business man and employer on the
 one side and the vast army of workers who are employed on the
 other. The task involves an answer to the question: What is
 wrong with industry? And in the efforts which have been made
 to find a solution to the.problem emphasis has been laid, sometimes
 on the need of change or modification in the structure and sometimes
 on the need of a change in the spirit.

 These efforts have come from every grade of those connected
 with industry, and are concerned with different standpoints-all
 of them containing elements of value, and in the contribution of
 which the Trade Unions, the Employers, and the Government have
 all played their part. The vast system of bargaining established
 through persistent and bitter struggle by the Trade Unions, the
 factory legislation of the past hundred years, the introduction of
 Trade Boards by the Government, of Whitley Councils and of co-
 partnership schemes by employers, have all been attempts to
 counteract some of the evil results of the mal-adjustment which was
 bound up with the development of large-scale production. In
 recent years a new note has been heard in connection with efforts
 which have been made-a note showing a deeper understanding of
 the vital issues concerned, which reveals a growing perception, not
 only for the need to right specific wrongs, but for a keener sense of
 the place of human life in industry and for a deeper fundamental
 justice.

 The classic definition of the factors of production as land, capital,
 and labour was illustrated by the simile of three balls in a basin,
 mutually interdependent for their position and stability. This
 illustration was true as long as industry was organized on a small
 scale, and one man controlled the capital and provided some at
 least of the labour in his own person. But its reliability becomes
 less and less as the complexity of industrial organization increases,
 and we approach the huge concern of modern times where the owner
 of the capital involved is not one man, but a company of men who
 are often entirely ignorant of even the method of production and
 whose interest is limited to a study of the annual balance sheet,
 while the control of the processes and conditions of production is
 apt to be entirely in the hands of the salaried management. The
 organizers of modem large-scale production have gradually drifted

 II6
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 FOUNDATIONS OF INDUSTRIAL WELFARE I I7

 so far out of touch with the men and women who are their partners
 in production that it is true of many businesses to-day that employers
 and employed are working with entirely different objects in view,
 and that neither side would understand the position were the other
 to approach it with suggestions for real co-operation. Examples
 could be given of large firms where the head of the firm is unknown
 even by sight to men who have worked in the firm for fifteen or
 twenty years. " Labour" is too often regarded as a purchasable
 commodity rather than as the contribution made by a free partner
 to the common effort. This attitude is not by any means universal
 among employers, but has been sufficiently common to have produced
 a very general acquiescence among the public, and even to a large
 extent among the workers themselves.

 The position has been further complicated by the fact that
 simultaneously with this degradation of the workman as a producer
 has come his enfranchisement as a citizen, so that while industrially
 he has been deprived of all initiative, he has become a responsible
 member of the body politic. On the one hand he has been regarded
 as a " source of power "-and this applies to routine brain workers
 equally with the manual workers-while on the other he is accepted
 as a man.

 This economic degradation is not due entirely to the wage system,
 but is to some extent a result of large-scale production which entails
 large groups of people working on more or less routine processes
 under direction. The mere substitution of a different method of
 payment and of direction by elected representatives rather than by
 the managerial class as at present, would not entirely obviate the
 need, which seems to be inherent in the more complex stages of
 organization, for some mechanism to secure the constant sense of
 unity between the hands and the head which is automatic where,
 as in the elementary stages, only one personality is involved.

 Some employers have already recognized the necessity for some
 kind of specialized machinery which shall give as careful attention
 to the relationships between man and man in the works as is
 normally given to the adjustment and working of machinery or
 to the organization of processes and methods of work. The necessity
 for some distinctive department at the present moment is made
 imperative in a large works

 I. By the limited time of a manager of works and the many
 calls made upon his energy and attention.

 2. By the increasing importance which is admittedly
 attached to the selection of the worker and his subsequent
 place in the factory.

 3. By the fact that in the growing complexity and size of
 modern industry that close touch of the nmanagement with the
 men which is essential to mutual understanding is inevitably
 lost unless it is the primary concern of some department within
 the industry itself to guard and promote it.
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 It may be well to outline in brief detail the reasons which urge
 this necessity in reference to the above points.

 i. The fact that there are limits both to the time and energy of
 a manager of works is one not always given its due weight by those
 who have criticized some omissions in the past; but this point of
 view has to be carefully considered both by the critics and by the
 manager himself. For the successful working of even a moderately
 sized business, problem after problem has to be dealt with during
 the day in connection with every department under his care. As
 regards questions of detailed organization, methods of work, and
 problems of output, managers and their foremen must take the
 burden of responsibility, but none of these have usually the leisure
 to specialize concerning the life of the worker.

 Furthermore, as the organization of industry becomes more and
 more complex so do the legal enactments and regulations, necessary
 to safeguard the well-being of all concerned, increase. For the
 carrying out of the various provisions of the factory, shops, trade
 boards, compensation, insurance, and now even of the education
 Acts, some machinery is necessary other than the ordinary works
 manager's office provides.

 2. The question of the selection of the worker alone is one which
 is increasingly recognized as demanding much more time and
 personal attention than it has received in the past. Much of the
 tragedy in the life of the worker has been connected with the casual
 way of entering the factory which has been in vogue, and the careless
 apportioning of the work when once engaged. For these individual
 tragedies-the large number of which is only too well known to
 those who come intimately in contact with the lives of the workers
 -no one particularly has been to blame. They have been largely
 the result of a gap in an organization whose foundations were laid
 in an age when the value of human life was held all too lightly. It has
 not hitherto been recognized that although the foreman is a specialist
 as far as the work is concerned, the one who selects the worker in
 the first instance must be a specialist where the worker is concerned,
 and that it is by the co-operation of such specialists that the happiest
 result is to be obtained.

 3. This selection, however, is of course only the beginning of that
 personal contact on the part of the management with the workers,
 which has been lost in modern large-scale production and which it is
 so essential to regain. Some employers have already done much
 towards the development of a department which makes the estab-
 lishment of personal and harmonious relationships-and all the
 practical issues which that involves-one of its chief concerns.
 How much that will eventually involve is a thing which cannot be
 foreseen. If and when there is a real intention to get beyond the
 forms of fellowship and goodwill into the more fundamental realities
 of understanding and sympathy, such efforts may lead to very
 radical modifications in the structure of industry itself.
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 Here, then, are functions which need for their fulfilment an
 agency which is part of the industrial scheme, and yet not directly
 concerned with production. It is these functions which, after many
 experiments, Welfare Work claims as its own. It should be men-
 tioned here that the term Welfare Work is used for convenience,
 that being the most common word in use to express the activities
 we are about to describe. We freely recognize that many examples
 of welfare work carried on under other names, and even disclaiming
 the title, are to be found.

 Welfare Work had its origin in the minds of a few philanthropic
 employers. It is in some quarters suspect on that account, but it
 does not for that reason follow that it should be condemned. Rather
 it should be recognized that it is these same employers who have
 set the pace and have largely, by their experiments, made possible
 the general improvement in hours and conditions which legislation
 now makes compulsory for all. Like other movements, which have
 at length become more or less permanent institutions of society, it
 has developed in a piecemeal fashion, beginning in these tentative
 efforts on the part of individual employers and working its way
 toward a larger ideal. These early attempts on the part of men
 who were feeling after a different conception of the function of
 industry were the basis of a greater industrial change than they
 knew; they were the pioneers of a cause whose significance was not
 generally recognized by industry as a whole, and whose value had
 yet to be proved. It must be realized that welfare work to-day
 is a very different thing from that of twenty years ago. It has
 grown and altered out of all recognition. The first experiments were
 largely directed towards the improvement of the worker and had in
 them a big element of paternalism and benevolence. They had,
 indeed, much in common with the still earlier efforts of Robert
 Owen, who was really the original and isolated pioneer amongst
 employers in considering definitely the well-being of the worker in
 connection with his work. The early twentieth century employers
 fulfilled not merely the bare letter of the law enforced by factory
 legislation and the pressure of Trade Unions, but initiated changes
 in conditions which had most evidently not been adapt6d to the
 needs of human nature. But the significant change in the work
 itself may be summarized thus: In the old days the welfare
 worker tried to help the employer to make conditions good for the
 workers; now, the welfare worker merely smooths the path so
 that both employer and workers may together improve conditions
 for both.

 This is not merely a verbal difference but a difference in principle
 which is fundamental. All honour to the pioneer employers who
 looked away from the bad old tr-adition and came to realize that the
 payment of the market price for labour did not discharge the whole
 of the debt owed by industry to this other factor in production. But
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 this feeling of responsibility led, in some cases, to the development
 of schemes of industrial betterment, which, often excellent in them-
 selves, were of a very paternal nature, even approaching to a
 despotism strongly resented by its beneficiaries. On the other hand,
 the apparent simnilarity in activities led another type of employer
 to adopt the ideals of American enthusiasts for efficiency. In both
 cases the independent human personalities behind the " labour"
 in question were almost entirely ignored.

 Many and varied experiments, conducted often with a very hazy
 conception of the end in view, were made during the first years of
 this century in many different industries, but always-or almost
 always-in firms of a family type where one or at most two men had
 a predominating influence on the Board of Directors and were,
 consequently, able to carry on such experiments often much in
 advance of general public opinion. These experiments were most
 valuable in exploring the possible improvements in the material
 surroundings of workpeople of many types and grades engaged in
 mass production. There was comparatively little interchange of
 experiences, and the literature describing the various experiments
 shows that the motives animating the employers concerned were
 mainly philanthropic or else had their origin in pride of business.
 There is very little trace at first of any consciousness of the desir-
 ability of allowing the workers to work out their own salvation,
 while the machinery available for the worker who wished to take an
 intelligent and constructive interest in his daily work was limited
 to more or less elaborate " suggestion " schemes.

 It gradually became evident, however, that welfare work, to be
 effective and permanent, must be based not upon benevolent and
 philanthropic ideas on the part of the employer-although these may
 necessarily, in some cases, form the starting point. It must be based,
 rather, upon the co-operative effort of all concerned. If they were
 to pull their full weight in the industrial team it must be as men and
 women, not as machines. A ready-made scheme of welfare must
 not be introduced by the management and imposed upon the
 workers according to preconceived ideas of what was good for them
 -it must be a natural growth arising out of a sense of the inherent
 sense of the unity of interests which lies or should lie at the heart
 of all production, and which logically implies co-operation. With
 the emergence of this idea there came a marked change in welfare
 work. Progress was, perhaps, slower at first, but the scope was
 enlarged, and instead of being restricted largely to women and
 young persons, has come insensibly to embrace the whole of the
 industrial unit concerned. To estimate fairly its growth and rate
 of progress, it must be remembered that these ideas were contrary
 to the whole history of the capitalistic system as such. The em-
 ployers and welfare workers who sought to put them into practice
 were working through an order of industry in which an autocratic
 government had been the rule for many decades, tempered only by
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 such modifications as the pressure of Trade Unions-chiefly in the
 direction of wages-and the rule of legislation-chiefly in the direc-
 tion of hours and conditions-might bring. The idea that the life of
 the workers inside the factory might be a matter with which they
 themselves were intimately concerned and interested, and in the
 reguation of which they, as individuals, should at least have a voice,
 was one whose way was marked out by pioneers and was foreign to
 the thought of even many good employers who were quite willing
 to go a long distance, provided the control and initiation of these
 things came from the centre of power which was vested in the man-
 agement. When a few employers, combining vision with practice,
 saw that more than this was needed, a further stage was reached in
 the history of the movement.

 Thus, while welfare work had its origin in the attempt to carry out
 the benevolent ideas of the employer, and to meet the obvious
 physical needs of the workers, it now aims at something beyond the
 amendment of merely material conditions by the one for the many,
 and has become the first link in the chain of co-operative effort-a
 means whereby a dawning sense of the deeper needs of the people
 on the part of the employer, and an increasing desire for self-ex-
 pression on the part of the workers, should meet, and in the meeting
 create a new ideal and spirit more in harmony with the general
 democratic tendency of the age. It does not, of course, claim to be
 the only, nor even the most important, remedy for the industrial
 diseases of to-day, but only that, by making easier everyday relations
 in the factory, by fostering the spirit of co-operation in the little
 things of life, it can pave the way for more ambitious schemes of
 reform. Thus, while the actual routine of welfare work has not
 much changed since the beginning, and though most of the day is
 still spent in supervising the detailed carrying out in spirit as well
 as in letter of the various Acts of Parliament dealing with industrial
 affairs, the modern welfare worker is animated by a spirit very
 different, though directly descended from, that which inspired the
 early pioneers-of co-operation rather than of assistance, of service
 rather than of guidance.

 Legislation, since it cannot be far in advance of public opinion, is
 generally behind the most enlightened firms in its requirements. It
 is always pulling up the backward to the level of the medium, while
 the most advanced are making experiments, educating public
 opinion and preparing the way for still further legislation. In any
 case, however, the law cannot do more than provide the dry bones
 of welfare; the spirit which is to give them life must come from the
 factories and workshops themselves, from the co-operation of em-
 ployers and employed. Home Office Orders, for instance, can insist
 upon the provision of a place where meals can be taken, but only
 the spirit of good fellowship can convert " a suitable mess-room
 into a place of real refreshment.

 Consequently, welfare work will always imply more than the mere
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 carrying out of the letter of the law, though the letter of the law
 provides a very necessary framework round which the work can
 be built. The foundations of welfare work, however, must be firmly
 set on the acceptance of industry as a social service, shared by both
 capital and labour, in which every individual concerned has a part
 to play, not of necessity equal in importance, but equally essential
 to the end in view. Only when this foundation is secure can welfare
 work be said to exist at all, and this conception involves something
 very fundamental and far-reaching. It marks a real point of diver-
 gence from the conception of carrying out definite " schemes of
 welfare " laid down by the management-which was a comparatively
 simple and orthodox proceeding. It means approaching the subject
 with a real desire to overcome the increasing psychological problems
 in industry; the investigation of human standpoints; the discovery
 of causes of disharmony-and, by no means least, the definite
 encouragement of expression within the works (not merely outside!,
 from the rank and file of industry itself. The silent have to become
 the articulate-and their articulateness has to be made effective
 within the borders of their industrial unit. If such a thing as co-
 operation in any true sense of the word is accepted as desirable,
 then this basic preparation has to come first. The standpoints of
 both capital and labour have to find some approximation, and the
 old fear and distrust-and their causes-have to be removed. It
 means a recognition on the part of the management of a principle
 whose aim is mutuality rather than dominance, and which requires,
 at the very outset, a keen appreciation of human needs and an
 examination of standpoints which have been considered as neces-
 sarily conflicting on the part of all concerned.

 If the motive which turns an employer towards an idea of welfare
 work in his firm is that merely of making it another wheel in the
 machine of production and efficiency, and if this idea alone continues
 to animate him, the point which marks the divergence from that
 which we may call the superficial and the fundamental conception
 of welfare will never be reached. It will hold no truly progressive
 element, and will tend to become more and more mechanical. If,
 however, there is at heart a real desire to meet the human needs of
 labour, to consider man as man and not merely as a producing
 machine, then the deeper meaning which has become associated
 with the best and most modern developments of welfare work will
 have been reached, and elements of real progress will save its
 developments from being either coldly mechanical or authoritative
 and superficial.

 An attempt, then, to carry out the spirit as well as the letter of
 welfare, both under the egis of legislation and still more that of
 co-operation, must mark the beginnings of welfare work. Many
 improvements in the material surroundings quickly result, and
 almost simultaneously more or less elaborate works recreation
 schemes are mooted. This is a perfectly natural development,
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 for there is a tendency for people who are working together to
 like to play together also. It is, moreover, healthy, as it quickly
 affords an opportunity for the second stage of development, i.e.,
 the development of committees and the practice of members in
 self-government. It is obvious that the second stage is a most
 important one in the history of any business. For the first time
 the employer willingly abdicates from his position as dictator,
 and though at first this may only be in the matter of recreation, it
 quickly affects the other side of life. The importance of this is only
 equalled by its difficulty. Both management and workers are ex-
 ploring unknown territoryX and are liable to continual misunder-
 standing. Both are heirs to a mass of prejudice and suspicion
 inherited from a century of mismanagement. One of the most
 frequent sources of trouble is that, while the head of the firm may be
 perfectly sincere, and anxious to give the experiment a fair trial, his
 subordinates may not thoroughly understand or entirely agree with
 the principles involved, and until the whole management is at one
 on this matter, and prepared to discuss all points on their merits,
 and not only in the light of past history, the experiment has a poor
 chance of success. This is undoubtedly why we find that, almost
 invariably, a high standard of internal organization exists where
 good welfare work is carried on. Welfare work cannot live without
 good organization, and unless the latter is to become a hideous
 machine it must be tempered by that knowledge of and considera-
 tion for human nature which is in essence welfare work.

 It is during the transition period that the welfare worker can do
 so much behind the scenes, by explanation very often, but still
 more often by merely interpreting one party to another. The
 setting up of a properly elected representative committee is the key
 to a new order of things in the everyday life of a business concern;
 but it is a key which needs a considerable amount of oil if it is to
 turn easily in the lock of modern industry.

 The committee, as has been said, may have its origin in some
 scheme of recreation, but it will take on other functions. Informally,
 if not formally, burning questions of domestic policy will be dis-
 cussed at its meetings, and sooner or later it, or a similar body, will
 become recognized as competent to discuss the internal politics of
 the works. At this stage a properly drawn " constitution" is ad-
 visable, so that it may be clear to all what subjects are recognized
 as within its purview, and also that its relation with Trade Union
 organizations may be defined. The works which lias advanced as
 far as this has laid a good foundation, but the building is yet to
 come, and its nature depends very largely on the honesty of purpose
 which animates both management and workers. It may be taken
 as axiomatic that no committee will do other than harm if either
 side has mental reservations. The management must be prepared
 to discuss, with an open mind, anything and everything which falls
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 within " the constitution," even if it appears to them a self-evident
 truth beyond dispute: " it always has been " is no reason for " it
 always will be." On the other hand, the workers must be willing
 to abide by the constitution even when it excludes from discussion
 the all-important topic of the hour. They must also learn to stand
 by their representatives not only in fair weather but in foul. Both
 sides, in short, will need all the patience and understanding they
 possess-and a good deal more. But given both sides are honest in
 the attempt, the committee will learn by its mistakes and work out
 its own salvation. Even though, especially at first, its deliberations
 are slow and often concerned with unimportant trifles, it will succeed
 in its main object-the building up of a better understanding be-
 tween the management and the employee. It may be urged that
 the method is slow, and that meantime more important reforms
 wait, but these more important reforms have little chance of success
 while the atmosphere of distrust and suspicion prevails. The
 laying of good foundations is always slow and tedious work, but it
 is well worth doing. For many months, and even years, there will
 be much to discourage as well as much to hearten those members
 of the committee who see visions and who put their energies into
 the successful working of a holiday-savings fund, or a cricket club,
 not as an end but only as a means. But gradually they will realize
 that their work has been well and truly done, and that they are no
 longer building the foundations but the actual palace of their
 dreams.

 It is probable that for many months the committee will be con-
 cerned mainly with a number of long-standing and often petty
 grievances of which the management has been in total ignorance,
 and which could have been remedied at once had they been men-
 tioned. This stage is a very irritating one for those in authority,
 who feel quite naturally that all the paraphernalia of a committee
 is hardly necessary to remedy these minor troubles. This is in-
 telligible, but the fact remains that without a committee they are
 never ventilated, but yet breed great discontent.

 If the situation is handled carefully the grievances will gradually
 become suggestions, i.e., the committee, as it becomes articulate,
 will become constructive. It is important to emphasize the fact
 that the committee is impersonal in these matters-much bad
 feeling is thereby avoided, and its discussions are insensibly brought
 onto a higher plane. The management finds, by experience, that it
 is not subversive of good discipline to discuss fully with the com-
 mittee the rules which must be kept by all, and the workers learn to
 appreciate some of the difficulties of the management. Gradually,
 as recurring elections bring new blood into the comrnittee and send
 former members back into private life with a fresh outlook on affairs,
 the new spirit will spread through the works and a more complete
 understanding and mutual respect will grow. As the object of the
 committee's existence is the promotion of this spirit as well as the
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 good ordering of the body politic, it is wise to spread this interest
 as far as possible by giving special sub-committees charge of particular
 branches of work. In this way nearly all the activities commonly
 associated with welfare work can be supervised-dining-rooms,
 cloak-rooms, recreation and athletic clubs, educational classes,
 libraries, etc. The welfare worker acts, in this connection, as the
 executive officer of the committees; the actual duties performed
 are much the same as they were ten years ago, but the background
 is very different.

 It will be said that to make the scheme complete the executive
 officer of the committee should be one of themselves, or at least be
 appointed by them. The immediate practical difficulty in the way
 is, of course, the time involved. To act as secretary to such a com-
 mittee is a full-time occupation if the duties are to be performed
 adequately and, ex hypothesi, the members of the committee are
 already fully occupied. That the secretary should be appointed by
 the committee is a perfectly logical outcome, and will be the custom
 in a few years' time. At present the committee generally owes its
 existence to an already appointed welfare worker who naturally
 becomes its first secretary. Several instances of the welfare worker
 being approved by the works committee before appointment by
 the firm have occurred recently in factories where such a committee
 had already been established, and the tendency will undoubtedly
 be, in the future, that this should happen as a matter of course. It
 may still be objected that the fact that the welfare worker is paid
 by the employer prevents his acting independently, and will inevit-
 ably bias his judgment in disputed cases. There is some truth in
 this objection, though in practice the difficulty is not so great as
 it appears on paper, and becomes less the more thoroughly the
 welfare work is organized - under committees as described. The
 difficulty, however, exists, and will only be entirely overcome when
 the next stage of development which is already foreshadowed is
 reached, and the joint works committee becomes possessed of an
 income and is able to pay as well as appoint its own secretary. This
 may seem to some an idle dream, but already recreation committees
 are in existence which have independent banking accounts, and
 which run athletic clubs, dances, whist drives, and other social
 functions on business-like lines, devoting the " profits " to various
 objects, sometimes to charities, sometimes to the encouragement of
 new clubs or classes among their own members.

 Is it too much to dream that before long some firms will take the
 next step and assign as income to their works committee a definite
 percentage (however small) of the profits, with which the committee
 could finance such schemes as it approved-for example, recreation
 clubs, educational and other classes, libraries, mutual aid and
 pension funids, etc.? This is a form of profit-sharing which is free
 from rnany of the objections advanced against the common type,
 where shares in the business are assigned to individual workers. The
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 committee which thus attains to the dignity of administering a fund,
 the common property, the result of the common effort, for the com-
 mon good, will go far to solve many of the problems of modern
 industrial life. That such a committee is possible and workable will
 not be doubted by anyone with actual experience of any successful
 works committee to-day. Mistakes would, of course, be made at
 first, but they would be mistakes for which employers and workers
 would share the responsibility, and there would be far less likelihood
 of serious mistakes being made when the experiments were guided
 by those with intimate knowledge of both sides of any question
 rather than of only one. The value of the great achievement of
 uniting the whole of any industrial unit to work together for a
 common end would far outweigh any danger resulting from the
 unsuccessful experiments they might make.

 Reference has been made to the importance of the careful selection
 of the worker and his subsequent place in the factory. This is a
 point which we feel needs particular emphasis, as it is intimately
 related not only in its narrower aspect to the happiness or misery
 of the individual worker, and to the successful carrying on of any
 particular industry, but also to the wider problems of general un-
 employment and national education. Neither of the two latter
 problems can hope to be solved satisfactorily unless they go hand
 in hand with an organized and intelligent system of fitting the right
 person into the right job, with due regard not merely to what can
 be drawn out of him by the pressure of necessity and circumstance,
 but with regard also to the discovery of that power in the worker
 which he will use with spontaneity and joy. It is within this region
 that the industrial world has most signally failed in the past, and the
 possibilities of which the pioneers of industrial reform are still only
 exploring. It is here that we meet with some of the most tragic
 kinds of unemployment and discover numerous instances of that
 arrestment of the mental and physical development of the individual
 which cripples or deforms later life.

 This fitting of the right person into the right job is met by two
 obstacles which are easy to state, but exceedingly difficult to over-
 come. They are, however, so important that, at the cost of an
 apparent digression, we must for a moment notice, though it is
 impossible to discuss them fully, for they open up very widespread
 and contentious issues. Besides the carelessness in the selection of
 the worker by those responsible for their employment, the questions
 of the status and pay loom largely in the thought of the workers
 themselves and help in the maladjustment within the industrial
 unit. Take for instance the following incident: A number of women
 were being interviewed for work in a factory for which a large
 variety of labour was needed. One woman from the country, accus-
 tomed to an open life, and eminently fitted for work in the yard for
 which there were several vacancies, chose, in preference to this,
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 work in a hot mill because of the larger pay it carried. As a result,
 at the end of four months, the whole spirit and physique of the
 woman had deteriorated. She had to give up for a time and was,
 eventually, reinstated as a worker in the yard, where she quickly
 recovered strength and spirit.

 This is but one instance among many, and this kind of thing is
 continually happening both among brain workers and hand workers.
 Men and women, either because of the status or pay connected with
 it, are constantly tempted to undertake work for which they are
 either temperamentally or physically unfitted. The result is rarely
 satisfactory, and often disastrous. There seems, however, no com-
 plete remedy for this save in the acceptance of the fact that all
 sincere work is equally honourable, and though, in the present
 organization of society, some differences of pay and of status are
 inevitably linked up with grades of work, there is room for much
 levelling, both up and down, in many spheres of activity, which
 would materially help to remove some of the temptation to mal-
 adjustment on the part of the worker himself. This, as we have
 said, opens up big issues and cannot be discussed in this con-
 nection. It is sufficient to remember that, limited unduly as we
 necessarily are at present by these questions of status and pay, often
 accentuated by carelessness in wage-fixing and unintelligent custom,
 there is still a large area in which an educated sympathy and in-
 telligence can be used with much real benefit, both to the individual
 worker and to the larger body of industry, by careful attention to
 suitable selection and placing in the factory or shop.

 This means very active co-operation, not merely with the manage-
 ment, foremen, and workers themselves, but with outside agencies
 -such as the education authorities, after-care committees, and the
 employment exchanges of the locality. Co-operation with the
 after-care committees may be made especially fruitful in connec-
 tion with the younger workers, and the possibilities which lie
 in close co-operation with the employment exchanges have still
 to be explored in the large majority of industries. The whole
 question of employment as regards this latter agency needs to be
 considered more seriously both by the exchange, the employers, and
 the employees than has been the custom in the past. Much good
 and faithful work has, in some places, been done by exchanges,
 handicapped as many of their workers have been by their ignorance
 of the significance of the work they are attempting to do, and their
 very limited knowledge of the social problems with which it is
 linked up, as well as by the unreasonableness of some who apply for
 their help. But if the co-operation of the employment exchange
 with the ermployer is to become really fruitful, the exchange officials
 will require a much wider training and knowledge of the issues
 involved in their work, while the average employer must make a
 more intelligent use of the facilities offered.

 Much, however, can be done in the immediate future even under
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 existing conditions, given the will to co-operate on both sides. The
 experience of one firm in this connection is interesting: A large
 number of women and girls were required in a factory at the be-
 ginning of the war. Many workers known to individual foremen
 and workpeople were told to appear at the gate on a particular
 morning. Others were bespoken bythe management from the employ-
 ment exchange, but with no detailed description of the work to be
 done or the type of woman desirable for the different departments.
 A crowd of women and girls of all sorts and descriptions, both
 from the employment exchange and from those who had heard of
 the vacancies in other ways, waited at the gates to be " taken on "
 -all having some kind of assurance that either because they had
 been sent by the exchange, or were known to a particular foreman,
 they 'were suited to the job and could begin forthwith. The fact
 that departments were waiting for the labour further complicated
 matters, and a number were taken on, hurriedly, and the necessary
 weeding-out and adjustment left to the future, while scores of dis-
 appointed workers-these also both good and bad-were turned
 away. The first month showed the futility of the promiscuous
 methods which had been adopted. There were daily dismissals, and
 a large number who worked for a short time only, and then for no
 apparent reason did not appear again. The time, clerical labour,
 and interruption which this involved added greatly to the cost of
 the labour engaged. The desirability of treating engagement and
 selection rather differently was evident. Difficulties, of course,
 had to be met-especially the difficulty caused by the time-
 honoured- custom of engagement through the personal recom-
 mendation of a foreman, and, in the hands of a really good man,
 one that has distinct points in its favour. However, an amicable
 arrangement was made that every consideration should be given
 to applications by workers personally recommended by foremen,
 but that this should not preclude their passing through the em-
 ployment exchange, or the necessity of their being selected by
 the welfare worker. If at either of these points the applicant was
 for any reason deemed unfit for the job, the foreman would acquiesce
 in the decision. On the other hand, any worker, having both
 passed the exchange and been selected by the welfare worker,
 must have the engagement ratified by the foreman, who would have
 the power of refusing the applicant on technical grounds. This
 worked admirably, and the result was seen in better and more sus-
 tained work, and in a great reduction of dismissals.

 Such an arrangement involves a good deal of work in the back-
 ground with the employment exchange itself. In the particular
 instance given it meant, first of all, a visit to the exchange, a per-
 sonal acquaintance with its officials, and a talk over the whole
 question of employment. It meant, in the second place, a visit of
 the officials themselves to the factory and an explanation of the
 processes by the foreman. This visit was repeated at intervals of
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 one or two months throughout the year, until they had a very fair
 knowledge of the work to be done and the type of woman required
 for doing it. It demanded time on the part of both exchange
 officials and management and real co-operation irom the foremen.
 But it meant that in the end much time, labour, and friction were
 saved to all concerned. Whereas the exchange had at first laboured
 in ignorance and isolation, and many of the applicants sent had to
 be refused, it now worked with knowledge and co-operation, and
 the type of worker sent invariably approximated towards the type
 of worker required.

 The question of selection is, of course, only the beginning. If
 that true relationship between the members of industry is to be
 established for which welfare work stands, it means a constant
 watchfulness and care of the demands of the life within its borders.
 Larger interests are usually looked after on the one hand by the
 Directorship or the Federation of Employers, and on the other
 hand by Trade Unions. By these the letter is laid down. The
 spirit, however, can only be created from within-the spirit of real
 consideration of the value of life itself, by all, and towards all, in
 the numberless smaller interests of which the greater ones are in
 reality composed.

 Closely linked up with the whole question of employment, there-
 fore, is that of dismissals, which touches intimately the vexed
 problem of the security of the workman, and the authority of the
 management. This also is a question which asks for a much fuller
 treatment than is possible in this connection, but again, it is so
 bound up with the whole question of welfare work that it must be
 touched upon in outline now. The casual way in which men and
 women in the past have often been engaged and dismissed is respon-
 sible for more evil in the industrial and social world than can well
 be estimated. It is one of the primary functions of welfare work
 to see that the possibilities of these evils are at any rate lessened.
 To achieve this, in reference to dismissals, is perhaps more difficult
 than in reference to engagement, for in connection with dismissals
 there are often many personal and psychological factors to be con-
 sidered which do not take such a prominent place in the matter of
 engagements. Also, if it is a question of blame it is often exceedingly
 difficult to trace its true cause and to administer justice. The loss
 sustained by dismissal is usually out of all proportion to the offence.
 The power to deprive a man or woman of thle source of his livelihood
 at a short notice, without thorough investigation of the nature of
 the offence and consideration of the circumstances, should never
 belong to one man or group of men. This requires close and unpre-
 judiced inquiry, and a fine balancing of rights and dutie8. Yet
 neither should careless and inconsequent behaviour, which ignores
 the claims of order and authority and the dignity of work, be
 allowed to continue without serious consequences to the offender.
 In either case social harm and discord are bound to result. Neither,
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 however, should the decision rest with the welfare worker-
 though he may well be used by either side for making such in-
 quiries as may guide the administration of justice. It is in such
 things as these that the services of a live works committee,
 thoroughly representative of workers and management, may be of
 such real value. It is scarcely necessary to suggest methods by
 which such a committee might attain the permanent welfare of all
 the factors concerned in regard to every side of the question of
 employment, especially that of dismissal or of transference from one
 department to another. Different committees might vary consider-
 ably in the detailed working of their methods of procedure. The
 point to be emphasized is, that these .things should be the function,
 not of one particular person, but of a thoroughly representative
 body, standing not merely for production but for the interests of
 life and for the establishment of justice. Much of the activity
 necessary to achieve this would, probably, devolve on the official
 welfare worker, but the work itself would be that of co-operative
 effort, and would give added meaning and status to the works
 committee.

 The rather detailed description given above of the possibilities
 which lie in the development of the works committee has been
 necessary because we believe that some such machinery is im-
 perative if the spirit and activities of true co-operation, without
 which nothing can really be achieved, are to find expression and
 growth. A works committee of sorts is becoming a commonplace
 in industrial organization; a works committee, however, whose
 secretary (or some other appointed representative) shall be the
 paid servant, not of the management alone, but of the equal com-
 bination of management and labour of which the committee should
 consist, and whose corporate findings it is his duty to interpret into
 organization and life, is an idea which is at present in its infancy,
 and which can only be truly successful where the foundations of
 which we have spoken are present. The conception has the advan-
 tage of being adaptable to any industrial system whose stage has
 outgrown that of the dominance of the one or the few over the
 many, and which seeks not only material wealth but the welfare
 of human lives. This stage is being increasingly reached within a
 few advanced units of what has, in the past, been known as the
 capitalistic system, which have come gradually to a wider view
 of the meaning and possibilities of industry. It is the stage from
 which the pioneer idealists of the great co-operative societies
 implanted now in almost every country, theoretically started, and
 have practically reached on one side of their development, but
 which waits for some similar department to that which we have
 described, (adapted to its organization), in order to extend the idea
 of co-operation more satisfactorily to the producers within their
 structure. It is the stage towards which a few co-partnership
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 schemes (though by no means all) are rapidly moving. Many of
 these have approximated in name, but not in spirit, and this is
 one of the most subtle dangers in the present development of welfare
 work itself-a fact which needs to be keenly recognized and. held in
 view. It is the foundation upon which also the Guild Socialists are
 building their structures, though the extreme Left are seeking to
 prepare those foundations by methods which appear to many to
 lack the requisites of a healthy and natural development, and to
 hold some danger of force being exercised in that realm where the
 voluntariness of the act is the condition of its life. Trade Unionism
 itself, for so long the protesting under-dog of industry, at the
 present moment stands in the position of being able to choose
 whether it will seek a wider and fuller co-operation, recognizing
 standpoints and views of other sections of the community than
 itself, or whether it will, at the moment of its power, emulate the
 old ignorant and self-centred capitalism and miss the undoubted
 opportunity for progress and co-operative action which lies before
 it to-day.

 To all these systems the welfare movement stands in intimate
 relation-asking, not necessarily for great changes in structure, but
 for the conscious turning from the spirit of dominance to the spirit
 of co-operation. This achieved-the attention of men in all classes
 being turned to the consideration of man as the most vital and
 fundamental thing in industry to-day-the actual machinery in
 which this spirit works is of secondary importance, since structure
 may be trusted to adapt itself, naturally and easily, to the spirit
 within.
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